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1* Hie series of five three-hour sasdoars led ^ ifp, aenfto l d 
included discussion of statements and theories contained la books b® 

Serbwt A* Simon, Cheater I. Barnard, William a. Whyte, Jr,, Marti C, 
Bitfield and others. Considerable attention was given to the following* 

a* the generally aocepted principles of organisation such 
as specialisation, unity of command, span of control, and 
OTSjSaaation ty purpose, process, clientele, and place, are 
xm&ms generalisations and are similar to the proverbs which 
coae in contradictory pairs, 

h» A new or gm iz at ton al vocabulary is needed to provide an 
opemt ^aml definition of terns which will permit a scientific 
approach to organisation and decision making. The scientific 
approach requires measuiablUty. 

e, Xt is the distribution of the deci sion a ski n g process as 
opposed!© conventional principles which determine the organization, 
Hie influences which ere breugifc to bear upon the decision maker 
are a part of the oonaidemtion of the distribution of decision 
mksm$* The construction of an efficient orsuiiaation is a 
ptxMjm to social psychology. 

d, Stom has constructed & model of rational dec to ton aaktor . 

^his would rw^uire the consideration of alternatives and all 
consequence®, tangible and i nt an gible , and the selection of that 
alternative or set of alternatives which to tense of sene set of 
'Wsu-Ses heat suits toe ends to be accomplished. Unco it is 
Jjj 0 **^* bo determine all of the consequences of all alternatives 
there ca n be no completely rational decisions under Slaonto definition, 
however, seme de cis i on s can be acre rational than others, Ha 
Aepme to which Simon** theory should be applied depends upon time 
a v a il a ble am the cost of research into alternatives and consequences 
to consideration of the end value system, 

t . ?*, ^ scientific SOTOMh to description of an organisation 
(deetoiorj making process) although less than rational requires to© 
consideration of all known and reasonably obtainable dia&iostic 
data and is a bettor check list than the rag bag of conventional 
$$ oa? it# S&&an o&Xlfl ile^rtheXees # the 

w& be useful as s onrnm mythology evert if they are not 
eetonblfU. 


f. Simon** definition of mtdonailty, which to concerned with 
the selection of a preferred behavior alternative to terras of come 
ayeteme of values whereby consequences of behavior can be evaluated, 
to furthered defined as follows; 


Approved For Release 2003/08/27 : CIA-RDP78-04718A002400440165-7 


Approved ,£pr Release 2003/08/27 : CIA-RDP78-04Z18A002400440 165-7 


Objectively rational 

Si&jectlvely rational 

Consciously rational 

Delilxarately rational 

anally rational 

Personally nat ion al. 

g. ^^anticipated ©orajeq-ueaces of decisions an® a<m®iim©3 more 
important than anticipated consequences and, if favorable, an* 
frequently eoneidered by the orgaklaatton or the decision maker as 
though they were a part of the ori g i n a l plan. 

iu The me of Siw»**s model for rational decision directs 
attention to the meet important ends of the organisation, both 
active and contextual. It is recognized that in the interest of 
competitive business, morale and phblic opinion, two ond syst«us 
mv ease times be required — one for public eonmasiption and the real 
end system which ie in possession of a few who run the organisation. 

i. Beds that are generally stated do not permit the aeeosaplish- 
wmt «f organization. A way somehow nasst be f mind to determine 
apeeifle ends. There i® no scientific or research way to accomplish 
this purpoeej therefore good judgment must be used, A f m people 
oust load their moral facilities to the organization. Ibis is 
essentially an ethical or moral question of judgment. 

j* Barnard^ theory of organisation is essentially the setae a® 
Simtanbs regarding the decision making process but is expressed some- 
what differently and deals more with teases behavior, fie states that 
orgEslssatioml purpose is nothing sore than to facilitate the 
gratification of the motives of individuals. In Barnard f s language 
there are no employees or members of an organization. They, and all 
customers and others idio affect, or are affected by, the organization 
are # «<aitriteitorc to activity . w In the normal state of affairs the 
individual does not want to contribute WLs activity to the purpose 
of the organisation. The organisation met find a way to reconcile 
th# differences between the individual's motives and the organisational 
purpose, and elicit hi® ©attribution. 

k. Frequently the organization modifies its purpose to satisfy 
the individual. Alternatively, the organization bends the motives 
of the individual into general agreement with organizations! purpose. 
This is dose by Incentive or persuasion (including fear of loss of 
job) and say bo objective or subjective. The organisation must 
maintain an equilibrium between orgwrizational purpose and individual 
motives and must carefully dispense and replenish its stocks of 
incentive®, such as prestige and other emoluments. 


that which is in fact correct 
limited to knowledge of subject 
by decision maker 
a eorasoioos process 
a dellverate process 
oriented toward organization goi 
oriented toward personal goals 
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1* Increasingly more attention is being given to the possibility 
of a sk i ng * science of adBdnistration* I l&ny feel that tho next few 
decades will see progress in this direction. 

Zm The first series of five three-hour seminars lad % Hr* Martin 
generally coneexnocl the decision acker* The discussion was based, in part 
upon esperienee ami surveys is industry* Following is an outline of sccte 
of the topics which were considered: 

a* the decision aaker and his world personality characteristic s 
of mweeaoful executives studied in industry 

Visions cosaait self and organisation - not car penile 
vmt thia 

decisions relatively irrevocable 

wieertainty of infonoatioen - abstract infonaation 

tis» extension - uncertainty in risks 

operating in relative lack of structured situation 

position of leader - tone setter 

authority fi®u* - target for hostility as well as affection 
catalyst « spu&ing the group 

*bol of cohesion, energy and direction 
Judge - arbitrator 

concerned with self - status, fears, and asdaitions 

concerned with other people - larger organisation - general 
welfare 

bm Fsyehologieal factors in decisions 
self insight 

insight into other people 
t i ming - allocation of time 
<&Jeetivity 

reepcmlMXity to organisation to waxZs&m self 
aensitivity to others 
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apprehension of failure 
intellectual characteristics - medium 
attention concentration - eingle fort® 
manipulate time 
ability to tolerate sB&lguity 
ability to judge conditions and attitudes 
conditioning of declaim maker and those affected 
capacity to withhold action 
afeftoiml drive® for power 
e. Influencing decisions of others 
supervisors 
associates 
subordinates 

adadMatmtioa of freedces. - problems of freedom 
group declaim 

techniques of democratic action 
techniques of authoritative action 
§2 position dispensable - hardest job 
how to win a conference 
d» Strategy and tactics in declaim making 
states 

back 

role as leader - not technician 
use of power 

calculate and manipulate course of action 
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«* Morali^r and ethical eomiderations and executive behavior 

relationship of what bought” to be done to what has to be done 
self-fas&ly-other or^jidaatione—^eneral welfare 
accepted practice for group « Morality 
golden role - ethic® 

3, The eerie® of five three-hour aftsainara led by liaser®. Malones'', 
Grodaii », and Ha rrison concerned a variety of topics on the general subject 
of «o*imnicatione including » 

a. Formal, informal, upward, doweward and lateral coeaniflicaticMis 

distortion due to physical distance 
distortion doe to psychological distance 
distortion due to interpretation 

b. Corasmisaticmis--pcrscm3 to person, telephone, personal 
letter, wmovaa^m 

e* Bole plying - veneer 

d. StiaRiius, twneory ecpipwrtt, inferential knowledge 
«. Past - inference - opinion 

tm PfceMst im of agreement m observation - classes of things 

g, Constantly date things learned by experience - outdated isaa,:e 

h. BaSetirg social situation to group. 

First rote was drunk last night 
Captain was sober last night. 

1* 3«nsltirity-perBp®etiv^-lnai^ht 

4* Inforeml coiaauaaieations ehaia - necessary 
Feed beck - hiding to prove they were right 
1* Mftse&ge interpreted in light of recipient 1 * own situation at 
the nea&nt. Charge of Idle Light Brigade 
battle of Leyte Qulf 
m. Art of listening 
a* Formal grievance systems 

o* Stisalating active support of employees by group participation 

la seiawiic© of accounting fir®» etc* 
p. Open door policy 
4* Strategy of words 

r* Realistic change as names attached to them change 
a* Ckjoforsdty - antoweMle® - housing, etc. 
t. Supervisors resentment at pressure to pay acre attention to 
people - tsssd&ology - sake his jafe easier 
u* Foeaijul&iy - larger steek of symbols 
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&* The second series of five thaw-hour seminars led by Hr* Martin 
generally ecaaeerned the cooBsunieator and hie behavior, and included the 
following topics $ 

a* Purposes of eooB&mlsatlons - convey infortaation, develop 
rules, sake coordinated decisions, got people to move, modify 
action. 

b. Ptmdamant&l problem in team operation 
e. Balance between rules and intuitivaness . 

€* Conflict between foraal and infernal patterns 
e* Art of argument 
f • Sandling hostility 

g. Saif draaatiaatlon 

h. Sirategwss - getting best of argwant 
i* Follow-up system 

1* Rales to describe rules 
k« Rules for political purposes 

1. laws, higher headquarters directives, own headquarters 

wkVm m%XWw& 

a. Rules used In original forms - those supplemented 
n. Inter-personal relations 
©• Frasaework for understanding others 
p* Reoiproeity 
q. Handling mediocrity 

5* A twelve-hour "workshop* was conducted by Hr* Kenneth Uagood on 
July 5, 6, and 7* lie was assisted by Hr* Martin Maloney, Or* Vera Salle jain, 
MUs darlotta Evans and Hr* Gerald Knight* Also monitoring and assisting 
la a part of tbs workshop were Or* Kansan H* Martin, Iteiveradty of Chicago, 
Mr* Jtetaa Maey, 0*0* Civil Service Commission, and Hr* Bernard Brauheim, 
Pereorarjel Officer, Beparteent of Agriculture. 
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la the ’’workshops the forty students of the four week institute and 
Use two-week seminar were divided into three district offices of Agency X 
reporting to a regional "easmissioncr*" The "Regional Coaaissioner" was 
gtm& a vague and general problem which he passed on to the "District 
Hassle’s,* The "District Managers" immediately held a conference with 
their Division Chiefs, Branch Chiefs, and Assistant Branch Chiefs, to 
eaqplere the problem and corrective measures. Tha test did not concern 
the effectiveness of corrective measures as much as the manner in which 
thsr wire developed, the effectiveness of communications, laterally and 
In the chain of command, and the Interpersonal relationships and course 
of human behavior which resulted from dealing with the organisation and 
the problem* After analysis and group discussion of the first conferences 
the procedure was repeated with entirely different results* 

A "conference" was then held by the "Regional Cansaiasioner" with 
Ms three "District Managers" audited by a3 of the other students and 
the prog ram staff* A group critique of this conference and a discussion 
of the entire "workshop* ended this port of the program* 
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